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13 FEB 1976 
MEMORANDUM FOR: DDA Management Advisory Group 
SUBJECT : Comments on the Fitness Report System 
REFERENCE : Memorandum from DCI Management Advisory 


Group to Directorate MAGS, dated 26 
January 1976, Subject: Concerns About 
the Agency Fitness Report System 


1. During the past six to nine months, the Security 
Management Advisory Group (SMAG) has been reviewing the 
Fitness Report system and considering methods of improve- 
ment. Our particular area of concern has been the perceived 
differences in the use of letter ratings by various super- 
visors within the Office. A concensus of our members 
believed that we did not possess the expertise to propose 
solutions to what we believe is an Agency-wide problem. 


2. Office of Security MAG strongly supports a review 
of the Agency employee evaluations system. We would 
recommend that any proposed survey would evaluate various 
techniques in addition to exploring means for improving the 
existing system. It is our opinion that the present system 
is not entirely effective, and we are interested in deter- 
tiningwhat other Federal agencies, as well-as private ~~ 
industry, are utilizing in performance evaluation. 


3. The DCI and Directorate MAGs should be represented 
on a task force initiated to review the matter in addition 
to knowledgeable management specialists within the Agency. 
However, we would encourage such a task force to consider 
the use of an outside firm or consultant to assist in a 
review of the various techniques available. It is our 
opinion that perhaps an outside firm or consultant could 
provide meaningful input due to their expertise, independence, 
and objectivity. 
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is an area that SMAG will continue to discuss. At the 
present time, it is believed that mandatory supervisor 


4. Refinement of our present Fitness Report system 


training in evaluation techniques, “more definitive expla- i 


ations of the letter grades, and some type of rater 
evaluation appear to offer avenues for improvement. 
peerenennemeemneainall 


25X1A 


Chairman 
Security Management Advisory Group 
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Approved For Release 20 
= FITNESS REPORT 
SECTION A GENERAL INFORMATION 
1, EMPLOYEE NUMBER 2. NAME (Last, first, middle) 3. DATE OF BIRTH |4. SEX |S. GRADE|6. SD 
7. OFFICIAL POSITION TITLE- 8. OFF/DIV/BR OF ASSIGNMENT|9. CURRENT STATION 10, GODE (ck one) 
11, TYPE OF APPOINTMENT . 12. TYPE OF REPORT 
{~ j : ~~ TOTHER (Spec.) ‘ 

CAREER RESERVE | ONTRAC | ITTEMPORARY ANNUAL ace SPECIAL 
13. REPORTING PERIOD (/rom-to-) ~ 14. DATE REPORT DUE IN O-P. 
SECTION B QUALIFICATIONS UPDATE | = 


IF QUALIFICATIONS UPDATE FORM IS BEING SUBMITTED WITH CHANGES, AND IS ATTACHED TO THIS REPORT, PLACE THE 
WORD “YES” IN THE BOX TO THE RIGHT. IF NO CHANGES ARE REQUIRED, PLACE THE WORD “NO” IN THE BOX AT RIGHT. 


SECTION C PERFORMANCE EVALUATION 
U—Unsatisfactory Performance is unacceptable. A rating in this category requires immediate and positive remedial action. The nature of the action 


could range from counseling, to further. training, to placing on probation, to reassignment or to separation. Describe action taken 
or proposed in Section D. 


M—Marginal Performance is deficient in some aspects. The reasons for assigning this rating should be stated in Section D and remedial actions 
Pere a taken or recommended should be described. : 

P—Proficient Performance is satisfactory. Desired results are being produced in the manner expected, 

S—Strong Performance is characterized by exceptional Proficiency. 

O—Outstanding Performance is so exceptional in relation to requirements of the work and in comparison fo the performance of others doing similar 


work as to warrant special recognition. 


__ SPECIFIC DUTIES 


List up to six of the most important specific duties performed during the rating period. Insert rating letter which best describes the manner in which employee 
performs EACH specific duty. Consider ONLY effectiveness in performance of that duty. All employees with supervisory responsibilities MUST be rated on 
their ability to supervise (indicate number of employees supervised). 


SPECIFIC DUTY NO, 1 RATING 
LETTER 
SPECIFIC DUTY NO, 2 RATING 
LETTER 
SPECIFIC DUTY NO. 3 RATING 
LETTER 
SPECIFIC DUTY NO, 4 RATING 
LETTER 

4 
SPECIFIC DUTY NO, 5 RATING 
LETTER 

+ 
SPECIFIC DUTY NO. 6 RATING 
LETTER 


OVERALL PERFORMANCE IN ‘CURRENT POSITION 
RATING 


Take into account everything about the employee which influences his effectiveness in his current Position such as performance of specific duties, LETTER 
productivity, conduct on job, cooperativeness, pertinent personal traits or habits, and particular limitations or talents. Based on your knowledge 

of employee’s overall performance during the rating period, place the letter in the rating box corresponding to the statement which most accu- 

rately reflects his level of performance. 


ES 
FORM 45 OBSOLETE PREVIOUS CLASSIFICATION (4) 
aes Pea E2, IMPDET CL BY 
, a 
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SECTION D NARRATIVE COMMENTS 
Indicate significant strengths or weaknesses demonstrated in current position keeping in proper perspective their relationship to overall performance. State 
suggestions made for improvement of work performance. Give recommendations for training. Comment on foreign language competence, if required for 
current position. Amplify or explain ratings given in Section C to provide best basis for determining future personnel action. Manner of performance of 


managerial or supervisory duties and cost consciousness in the use of personnel, space, equipment and funds,-must be commented on, if applicable. If 
extra space is needed to complete Section D, attach a separate sheet of paper. 


SECTION E CERTIFICATION AND COMMENTS 


1. BY SUPERVISOR _ 
MONTHS EMPLOYEE HAS BEEN IF THIS REPORT HAS NOT BEEN SHOWN TO EMPLOYEE, GIVE EXPLANATION 
UNDER MY SUPERVISION 


DATE OFFICIAL TITLE OF SUPERVISOR 


TYPED OR PRINTED NAME AND SIGNATURE 


2. BY EMPLOYEE 


STATEMENT CONCERNING THIS EVALUATION PATE 
OF MY PERFORMANCE 


= HAVE ATTACHED fa. =) HAVE NOT ATTACHED 


COMMENTS OF REVIEWING OFFICIAL 


SIGNATURE OF EMPLOYEE 


3. BY REVIEWING OFFICIAL 


DATE 


OFFICIAL TITLE OF REVIEWING OFFICIAL. 


TYPED OR PRINTED NAME AND SIGNATURE 


4. BY EMPLOYEE 


I CERTIFY THAT I HAVE SEEN a ENTRIES IN 


‘| SIGNATURE OF EMPLOYEE 
ALL SECTIONS OF THIS REPORT. 


CLASSIFICATION -_ 
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SUCCES TOs Fitness Report Reviston 


. 
: F ’ 


The peavte of an organization are its preatest asset. Yet, 1£ not 
properly motivated, treated, counselied and commnaiceced with, both the 
Agency and tts people ose, Tha precant fitness report is inadequate, 
portions of Je overrated in dwpert 


Shey ee NP ate ee ks ee 
BRE ers ancy Ne he ate ee STO Nee fe at catered L at Ginter er er roe 


wide takes thousands of hours to prepare, wasticate, *aprepare, type, ete. 
Ze is en armucl headache for all.concerned hucause of fits importance end 
dts format. Each rater is expected to prepare a literary piece retlect- 
ing on N86 wenting skill or dace Of Zi aud re olfcun ehan not Zt ds a ; 
laymen's psycho-analytical review rather than Limited to purely professionat 
Watters. Purther, they are nishandied, sublacted to nfsincerpretation, : 
Yead ky panels which change so frequently that in several years, shorteouines 
eof an andividual are a mattoar of common knovleden sumone his contemporarioan 
and supervisora and whereas many tines hin agseta remain unsung. Most 
reports Lait in one or mova aspect to reflect la truly professtonal ratlon 
due to the lack of welting skills and/or a dick of kaowledge of what ts 
needed by panels and MONG eckint CO makes a purely profeesisnel copvodsot, 
Careers, and ves, Ifves, hava been unduly influcneed by the non-proferstonsl Me 
7 tees cs . i 


aspects of rine reperrta hath ty gevve pe ition indtwidtials ay fa din, 


Nw es ane din ay nr AMAA ot Kvnnpeurnnd pad ANeramaner 
rae Sempre OV OMOOR nad * ey x 


Prueolson, tuany reesonny Lor waach ara incerprated far boyond what thay shrub 
be in Saportance vis a vis the individual's total vorth as an erployea, 
They Siss are soa by ftadividusle outetde the careav saryvice whan congicectun 
bersons for overseas SGrVviee or other reasone, Ris ox her carcer sevvics 
Should select, nominate and send the person best qualified for the job - cidy 
they ehould see tho files. Vental Cransgroussions are seldom forgiven end 
can be used against the individual for years = and are. It is an unrverdicen 
code which, if only the professionel Side of the individual is reported, tha 
individuel vould not suffes and be eubject to the whin of panel wembers ox 

¥ 


RATA Y cath! nem eee 


3 O33 PS 
managenoant who can be unduly influenced by the written word and especially ; 
if he or she is a friend ofthe rater or rated, Major problens with an zf 
employes should be the subject of a menoranduna from management end seen by ‘yt 

i # 


the employee. Rebuttal should be permissible, - 


Bas 2204 


Therefore, this suggestion: ral 

IT would cusgest most urgently thet a paneL of pergois from 

the various directorates (at the highest Level) be convened ta 
revise the current system, possibly along the lines suggested 

On the attachnent, 


s 
& 
em 


~ 
~ 


. 


I submit that the preparation of LOI's and enforcenent of 


keeping then current would be adequate and suffice as indicas , 
: Of the individual's current responsi bilicies, Therefore, the 
estar Aut cove “- oa : 
. ‘ - 


~~ 


© , wee 
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necds of Panels and monecomone could ba met by eiyoly having 
a muscrical cele - one through siz ~ on a check list af 
items such as cited on the proposed Lorn OY Vevised, if 
necessary by tha convening group. Space should be made avall- 
able on tratnine needed, underonine or commleted., Annual ee 
reports could be compicted simply by annorang “no change from 
the previous Feport dn those fnstanceg where an LOL has not 
changed or the enpioye: has bean performing the game tasks for 


heheh ate Mr oe: Mee oo TIM AN eames caenh amat mane Bane walenen pbpetab alah wal aii ats 
? ot oe we ’ dw ene Womb eee te ke Ae coweeey athens UC. Se eta ~ - Peete pa wpe y 5 etm ee meee we 


‘of the lengthy report is a gross waste of time. The rater 

and rated éud reviewing offtetal (new Yubber stamp or addoe 

o£ dnformation) should sit together with tha Yeport and LOL tn 
hand end cormmmnicace SAGA Vath tue Gener and even cthougn “no 
change" 4s the substance of the report. Lotte should be in all 
personal jackets for panel, manussment or histerteal veforance, 
Regulations shoul be wore explicit and Lindeattoa enforced 
regarding who has necass to fhLtnces. raporte and personnel filles, 
The present eystom permits anvasion of privacy by persons 

who should not be waking dectsotons duvluenced by non-proflassignal 
commentary, Oy Ge 


ANVANTAGHS «. . . : . 7 : . é : : 


Thousands of hours could be caved In prepsratton ‘end clerical effort: 
Percenal aspects of atens adted as opinions of the Rater or Revo las 
Offiedal.would not be glaring daflucnecs on higher management or panels: 
& purely professional x cing would thon be possible; thea employee would 


such a simplificd rating would certainly be more appxrepriata for Wage 

Roard ciployeas as well a6 specialists, and would Lend itself readily to 
computerization. Such a report would also place a more thorough knovledze 
of the enplaycats capabilities at tha Leval whore relationships and per 
formance are capable of being evaluated objectively and net unduly influence 
panels and ManIgement which read and interpret voluminous subterfuge, 
imuendo and unnecessary Jnformation when often they do not knoy the 
employee or tha Job. Thay shou1d not have to. hie would. also represent 

& considerable saving of time and effort. The Breatcest advantage is not _ 
Measurable jn dollars, but tgs that advantare derived from a secure feeling 


ra Bb sa) 
know precisely those aren where tuprovementg could ba made ox are expoeted: 
or 


by all that he or she is receiving considerate treatment and vndarstunding 


that he or she ts part of ‘the big picture!’ ang Ja mnakines a worthwhile 
contribution and truly knows whare he or she standa ~ in short, a happter 
employee who will centvibute more to produce a better Ageney and environment, 
Indirectly, families would also benefit, 


Fy Ne . ; oh my ‘ 
. . om . Mg » . + 
: . : : : . : . 
. vi aed ae) 1 : woe . . 2 
a i : . we é r 
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Section A and B - No Change ‘ _ F 
Sectton C (chense) ~ PERFORMANCE EVALUATION. ten i 


Answers to the below Listed statunenta are ‘to be graded on 4& saale 
ct fapetes MVacariee ely tae ant AVA te ha syanavad vet teh hath pee th and yon, ri 


ease Rireicgs ek ene 


in the appropriate siote with a pene +. and the equares with pen reflect- 
ing the same ret ing. ‘he pened neg arking is for computerdz zations the pen 
marking is for con®dreation of that WALELNG erred a Ing; 2-Curcong; 


o-Frovictent; f-Mavgiuals 5-Unsatioflac Cony? Ge} t applicable to pocition, 
1. Abily leads, sapervis ses, Influences gad motivates t 234 5 6 Va 
others in the successful achtevement of tasks or Il 8 | Hy ‘| LoS. 
e tivities, : 
‘ Retivities ee ‘ n> wt 
2. VPorforus all assigned tasks within reasonable 123 4.536 -« bod 
tine Period, rae WS {. =| 
3. Is BeGeE sy conscious, ng 123456 
‘ “ 
4. Is cost conselous tn the use of property, 223456 
ee Aen of rds. ; : j 
5S. Is capable of performing weitten expression, 123456 
uM : } 
i 
6. mses good sound judgment and common sense. ~2t 23456 
iy a 1 . £4 
7. Is a team pleyer in his interper: sonal raraviped 123456 ° 
ships. . ; : ve 
8. Adapts to changing situations. ; GS: 
. : Wg 
9. alta direction and takes appropriate action eo A> C- 
esponsively and responsibly. - aed Ww 
10. Is creative. *s = ra 2345.6 
; . ‘ 
JL. Willingly acceptea all assignments on the job. D2 345-6 
‘ 
on 3 ~ 
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13.0 Wilidnely aeéapts agsionmente other than‘ oe 
those of bie nowealiv reatonad toeala, 


ey 


M4. Orally cozmuntcates with atl Scheload: 1 2 3 4 eG a 
i 4 

& a ad ; 

Sou, ee ree iu post: Ceulats per haan 3 ° 

VOR ECE Da ays ” 


16. ° a) apatid of preducing a "finished" eee 123456 " 


Ee CUUck aH OSS. ened « “ 
. . 
17. ‘Reeds little or no supervicory guidance, 2 2.3-4 5 6 
| : , 
Le. eres) and Sik Loaws record. A AS ns ae Me 
- 
19, Wakes tnditative to further his of hee. * L23456 be 
Growch through tnitiecéve to acquive knowledge. STE 
80,0 Roying Esher {ste nescunt he restos af DO Bee, “i 
dustruction, now consider eVvervtindug about aw * 
$ 2 
the employee which intinences hie effeccive- 
ness in his current fuch as productivity, 
couduct on the foh, peracneld trates Go ees 


and particuler limitations o+ talens. Tf you 
feel comment is required, make such coments 

iu the spece provided for comment on this ee ee 
report. , 


. . TOTAL SCORE (Do not tneln 


. : (oa) Yad Q 1 Ts 
: oe any 6 ratings) oa 


‘ F “a + ti 
eng, %, * . c = e . R Py 4 ¥ 
SECTION D 68 a 
ae = . % os wy 
. M 
Vtilize this section, outs prepared much smaller, for training require + 
Wents, training received or anticipated. — ek 
ee ee ana 
SECTION E ~ CEATIPICAS RION AND COMMENTS BOR ae 8 ves ‘ ' 
Sane’ ag curtent IR except: 2, 3, and 4, Leave 2.as ts but delete oe. 
"signature! Space, Utilize space numbered 3 for any connents. of water, rated : 
oY reviewer resulting from discussion of the Yeport ond title accordingly. a 
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Rater ” s ‘Rated oe . Reviewing Of ftetal Data 
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26 January 1976 


MEMORANDUM FOR: Members of Directorate MAGs 
SUBJECT : Concerns About the Agency Fitness 
Report System 


a Attached is a draft of a memorandum prepared by the 
DCI Management Advisory Group. The DCI MAG members are 
Satisfied with the text you see but have concluded that additional 


~ thought and investigation must precede completion of paragraph 


five. The DCL MAG members support initiation of a review of the 
system the Agency uses to describe and evaluate employee perform- 
ance, but are uncertain as to: 


a. Whether the review should be limited to 
developing means of improving the present system or, 
rather, should also evaluate other techniques. 


b. . The role the DCI MAG and Directorate MAGs 
should play in such an investigation. 


iy The recommended composition of the task 
force established to conduct the investigation should 
the MAGs decide not to undertake it entirely on their 
own. 


2. Each Directorate MAG is invited to send one or two 
representatives to a special meeting of the DCI MAG scheduled for 
20 February. The representatives should be prepared to give the 
views their organizations hold on the above subjects and, in 
addition, be ready to discuss the importance of and use of the 
letter-grading system in the Directorates. 


STATINTL 


or 
The DCI MANAGEMENT ADVISORY GROUP 


ADMINISTRATIVE -- INTERNAL, USE ONLY 


ec 
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MEMORANDUM FOR: Director of Central Intelligence. 


SUBJECT : Employee Concerns About Fitness Report 
Evaluations 
: 1. For some time, the Management Advisory Group has been 
j 3 
i 


considering ways in Which the current Fitness Report system could be 


improved. Although the DDO MAG initially called this subject to our 


PA BAR Acetone like he ie 


attention, concern about Fitness Reports appears to be widespread 
: _ among employees in every Directorate. 
23 As we perceive them, employee concerns lie not ae 
in the design of the rating system itself, but in the variety of ways 
_ supervisors interpret and apply the evaluation Standards. These 


concerns are borne out by statistical evidence that shows what we 


EES aA SRS FO RONEN UTI Aadiee dey wat. 


believe to be unrealistic differences in the distributions of Yatings 

among ii four Directorates, unrealistic differences within components 

tg the same Directorate, and other deviations that seriously degrade 

‘the utility of the letter grades, The deficienciés have long been 

recognized, and the ranking panel system that now exists in every 
\ 


Directorate was in part established to counterbalance tne inequities, 


but its degree of success is unclear, 


a Rt ar a a deka aie RRR Sb a WA ERAS SCARS EW BAR we, 
SRO et SA iy 


Raat Ta RRM LBS i di SRI smite 


y ened STAB, TL res eg Tipe ewan NS ee en ea gt 4 APRA Menage wii cutter mee 
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3. Better supervisor training could serve, some believe as 
a vehicle for improving rating objectivity. The one course devoted 
eachusively to the subject is a two~ day "Performance Evaluation 
Workshop" offered by OTR on request. Fitness reporting and Letters 
of Instruction are also addressed for one day during the five-day 
"Fundamentals of Supervision and Management" seeba abn times 
during 1975, Clearly, the present course offerings provide infor- 
mation only to a fraction of the pool of supervisory personnel, and 
no data are available on their .effectiveness, 

4. \ potential way of reducing the non-uniformity would 


be to close a\present information gap by providing supervisors a 
Se 
"dynamic feedback! mechanism through which a supervisor could 
o--- ; aN « : 
compare his evaluatioriq with those of his peers. Under such an 
as Fcaa 
approach, a supervisor pePigdically might be. provided an Aedication 


of the amount by which his recent-evaluations deviated from the median 


me, 


~~ a 
for his Office or Directorate. In aaa ee supervisors 


whether they have been more or less liberal than their colleagues, 


i we 


such comparison data might simplify the deliberations of ranking panels 


and help bring large, continued excursions to the attention of manage- 


i 


ment. It has a serious drawback, however, in that it tends to dampen 
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out reflection of the ranges in skili~and -effort-needed. to discharge the | 


non" 
a 


ae ene 
Penney 


many different futictions performed. by Agency personnel on the same 
pay-scale level, 

55 MAG believes that concerns about the lack of uniformity 
in the application of Fitness Report evaluation criteria are justified and 
that improved means of describing employee performance can and should 
be developed. We recognize that any substantial change in the approach 
taken would have far~readhing ramifications, and while we are not 


without ideas we are reluctant to make Proposals in the absence of 


fuller appreciation of their implications, 
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